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ABSTRACT
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This paper describes a conceptual framework which can order the boat of changes
which have occurred in institutional structure as a consequence of recent learner.
centered reform in postsecondary education. Several schemata are examined, and a
functional systematization of structures suggested; however, none of these purports to be
a completely satisfactory model which can explicate the interactions of the complex
institutional structures of contemporary postsecondary education.

Early in the decade, The Newman Commission (1971) described:

...disturbing trends toward uniformity in our institutions, growing
bureaucracy, overemphasis on academic c.!edentials, isolation of
students and faculty from the world - a growing rigidity and
uniformity of structure that makes higher education reflect less and
less the interests of society. (viii).

The era of mass education, for all its social accomplishments, has thrown p'et-
secondary education into a period of dissensus; the postsecondary establishment has
become increasingly concerned about alternative delivery systems to provide educational
services for new and highly diverse clienteles. The institutions which have served
postsecondary education's traditional clientele are finding it necessary to change- -

their attitudes, admission policies, curricular arrangements, evaluation standards, and
even their very structure. K. Patricia Cross (1974) traces a fundamental shift in
attitude toward students which has accompanied these changes. Cross suggests that the
traditional emphasis led to selection of those students who seemed most likely to meet
prevailing academic standards. Open admission, with itt- influx of students ill-prepared
to meet those standards, has led to the development of the Remediation Model (11), which
is designed to alter behavior patterns during the educational experience and to bring
students ultimately into conformity with prevailing academic standards. This model
represents a broadening, but no fundamental change of traditional attitudes; still, it is
the student who must conform. More profound change is suggested by Cross' Pluralistic
Model -- the notion that institutions can and should change in response to student needA,
life patterns, and customary study habits -- and by formulations such as the "Learnilig
Society" which incorporate openness to proprietary institutions, the world of work, and
proliferation of institutional missiAns.

*Research report prepared for 30th National Conference on Higher Education, sponsored by
the American Association for Higher Education, Chicago, March 25, 1975.
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The muier purpose of this paper is to find a pattern in all of these changes, that

is, to deveisp exp,Lanatory frameworks which oan generate insights and hypotheses about

srganizational patterns and truetures n( a4 extant, and about those which are likely to

1eveloi. :Te inters. is net to rore aetualities into a rigid schema, but to test the

.)aceptaal framewurkn which develop to explain strustural patterns and social exigs-ncies.

!Letstl. expeotation. r.n the premise that struetures change in response to the societal

parpesee they sPrv, it seems oleur these times that substantial change in post-

se.ondary edacatisn institatirns is inevitable. The dissensus identified by the Newman

Cammissie "an he resolved nly through alternative formulations of the relation between
postseeondary education n.: ssciety. Howard Adelman (1973:44-45) suggests a schema which

relates changes in institutisnal urientation to changes in societal function. The follow-

ieg table presents a synspsIs ef his schema:

try
Pe Phase

1. Mission University: A. :;anctuary cf

provides mature Truth:
sense of valcs and Lneulcates character
detashed intelligence B. Sanctuary of

Method:
eneshasizes proles-

sisnalism and status

:;. Mirt,r !,niversity
refleets current
values and on-
gaged intern-
genol

!1. :k)(rial Service

affluent and supported
by i o.lit irxl power

B. i7uLture-Mart:

L ared sn consumer sup-
port

Characteristics

Aristocratic sociaJ structure
contrasts with bourgeois
society

Oligarchical political struc-
ture contracts with egali-
tarian society

Truth infinite: accumulate
data and theories

Scientific method and empiri-
cism as ends in themselves

Hierarchical structure is
democratized

Middle classes invade
university

Bolsters status quo techno-
logical system by satisfy-
ing manpower needs

Provides egalitarian society
a common Language and'sense
of values

t'tnaiysts a: Bennie an! :;later (196t). r4oalling (196P) , Cross (1974) y and

"I'rsw (i/73) seem t) d,!velGping society best served by a system of post-

seorndary edasaticn with the qualities -f Adelman'_ -Culture art." They tend to agree

that. in an a.,:regate er eauational institutions developing from elite to mass to

aniversai a t,::;. tee ierefetiee sf movement sr,:m received belief to tested method -- from

exyrf_ise t iire6 mirsrin )r ei;litarian s..siety -- may be the key to understanding

the stessire dtvelopim.

sarreet t:elLe!' in the ultimate efficacy of

exi.ans3sn cLt..: :14.i.--r:;cde by affective, pluralistic, and

es. re v : se: ; . tse serie 1.:Lt till X pt±0 t,:tt luns regarding the
s'si.1 _eve! sf the rep-.i..- q, t-xter,t clf regaining fsurteen years of

sissa.:sn ,e set. -...11teee-;..ses," '2r%; t'ssusee sn this esmpuiscry nature cf

eLsess si:.stIse, seeaelt:nc ts nt--; re. "sensent units" tr provide a sense sf

imier.:cn%L lerh:ips attract] ^r: cf

am: wl!:An ices s eeivt-.esities institutiental !':arm. that :eredates,

:earn,r-:entere.i efsrm) is shat they provide preciseLy

esee. .eit : re. 7r WrI eeneeits of "aatencmcus" and "pci.alar"

.est: ss r-ses -e expeLt4tin rind sub,!ective needs--
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undifferertiated mass public, burgeoning occupational structure, aad leveling of cultures
versus pluralism, personal identity and subjective meaning. Postsecondary education is
the sacral si.endy called upon to adapt institutioral structures to a large and increasing
variety of needs of the individual anti society.

Another aspect of the Gulture-Mart" is its bends in cennumer support, which implies
the devele;pment t-ward a truly plure:).stle, educat:ienal system t'. which Cross alludes in
her discussion of attitudes towards te...udenta (see ab've). In the Pluralistic Model, a
social centext exists in which "... equality and individual differences can co -ex a
compatibly," in which individuals can "...exit from college with different competencies"
(1974:11). (This model requiring genuine Uteri:at/yes in curriculum, measurement of
achie$ement, and standards of individual eccmpliahment » seemo a product of Adelman's
"Culture-Mart," with its recognition of legitimate multiple modes.)

Kenneth E. Boulding (1966) prrticularizen the gap between the "Social Service
Station" and the "Culture-Mart" by commenting on the probability of massive "...under-
empinyment of intellectual resources..." in the former. Re continues:

We need to look therefore at the blocks to learning and particularly for the
points at which social organization can improve the learning performance.
We must also look at the distinction between useful knowledge and useless
knowledge...(154).

BoUlding suggests that the "Social Service Station" has been effective in preparing
people to be middle-class, but that "...a social /mention is needed...which will give
the culture of the poor a statue of its own" (173). Rather than the "melting pot' .

metaphor of the past, he enviciofte "...a fmasaici soeiety, composed of many subcultures,
each of which gives its participants a sense of c:mmunity and identity which is en
desperately needed in a mass world." This hypothesized future in tenlenistic as well as
pluralistic; "it must never be f:.rg.:tten that that ultimate thing which ally society is
producing iE people" (175); i.e., men, not manpower; people, not biologically generated
nnnelinar cnmputers.

Internal organization: Integratinm rf ''.ifferentiated funetinns. environment of
htgher education is an intersectien of cempeting interests. If the paradigm postulated
above does in fact clme abnut, adjustmeetp 1011 need to be made within organizations to
reflect a change fr'.m a pattern of in6ernal coetrol based upon adherence to a common
rationale with established decision procciules, to a pattern based upon the balancing and
Lntegration of competing interests. When Clark Kerr (1963:2) facetiously characterized
universities as held together by a common grievance over parking, he was alluding to what
nownenears e relatively minor conflict of interest, compared .with current and anticipated
diversity.

Fostsec,nr.ary e'ucaticn is more an aggregate -of diverse organizations than a
hierarchic .structure whirl, lends its 1f to simplistic ganeralizability. The very size
andecomplexity et' postse-!ondary education suggest that; a more appropriate formulation
wuld ac,,ount for the systemic balancing of a eultiplicity of functi ns, rather than their
reduction tc a false unity. Laszlo':: notion of "functional autonomy" (1972:115)
of various elementsboth arnrtg institutiore and among their constituent units--sug-
gests 9. means of i..tegratin multiple goals rase': on fuudanental societal expectations.
As long as a sufficient vumber elements ac:-!,mplisY.es the prescribtd overall objectives,
individual elements retain a measure of free,;.,,m. The macrcsystem must be responsive to
societal oxpectati, ns, but relations wrong the vs.rious elements are plastic. Applie'i to
v,stsecondary education, this uotir.n imrlies that, as long as fundamental societal goals
of sfifficient trained manpower and sufficieia, access ar' .net, the internal operations of
.1pecifi institution:' are likely tn be gran,,ed aut,,nomy. Moreover. the difficulty of
central oortrvl in vast, livrirse system. ;uarantee a degree oe creative inattention
to alternative units.

4
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Growth, modified by pluralistic expestation, results in added structural complexity;
oomp%exity leads to specialization and differentiation of !Unction ay poet.b000Odary educa
tinn responds to different societal demands. 3oulding (1968) describes "...structural
grewth...in which the aggregate whcViz 'grows' consists of a complex structure of inter-
related parts and in which the growth process involves change in the relation of parts"
(65). Given this urderstanding, problems of structural growth merge into problems of
structural change or development, "...so that frequently 'what grows' is not the overall
size of the structure but the complexity mr systematic nature of its parts." In such an
intricate milieu, the broad interest of society might best be served by systemic
coordination or Integration, e.g., state-wide coordinating boards or consortia. However,
if institutional integrity and subjective meaning are deemed essential, the pressing reed
to focus upon systemic integration must be balanced by preserving the "functional
autonomy" of various elements.

Educational constructs of the recent past, which prompted Adelman's "Social Service
Station" description, have been dominated by a meritocratic mode toward which all were
subtly induced to conform. The potential benefit of recognizing the "macro-system" notion
lies in providing s* means whereby these subtle pressures towLrd conformity may be counter-
acted. For instance, an obstacle to the development of differentiated structures is the
tendency for societal agencies to evaluate them by means of what Boulding (1968) calls
"simplistic constructs" which "...exhibit closure in that any development outside the
narrow circle of the self-contained system is inhibited" (74). Since, as any structure
grows, the relations of its parts cannot remain constant, dependence upon such construetx
necessarily produces (1) increasingly less accurate interpretations of societal expeeta-
tinn and (2) increasingly perverted evaluations of Institutienal functioning. This
tendency is clearly reflected by the pressures to which any experimental unit is subjected
by its parent institution (c.f., the Colleges of S.IJ.N.Y. at Buffalo or Montietb College
at Wayne State University) wbieb any alteruative inbtitution must face from the surrouedistg
c,:mmunity (c.f., Federal City College), which proprietary institutions and non-traditional
programa face from accrediting agencies (c.f., Marjorie Webster Community College or the
management program "f Arthur D. Little oerpnration) and which a:2 postsecondary educationfaces from state-ide rAordinating boards.

r"ependence upon simplistic, hierarcOic Bete of criteria may exaeerbate difficulties ix
distinguishing between "system" as a deseriptive construct and "system" as a prescriptive
one. The prescriptive system Jr.. typioally conceptualized as 1.7,strumental; i.e., it
focuses upon measurable benefits. Measuring the effects of social action programs in
fraught with unresolved questions (Rivlin, 1971:141. This is not to suggest that post-
secondary education need nct resp,nd to changing expectatims 'if a pluralistic society,
but rather to empasize that the very complexity of a multi-functional system may lead to
imposition nf ;trin.:ent measuring devices and potentially abusiv,:, administrative regula-
tions.

The diltinction between prescriptive "system" and descriptive "macro-system" (i.e.,
in the sense rreservin,; "functions: autonomy") clarifies specific problems, and rentainn
within it the iossibility change and adaptation without loss of integration; it
envisions future combinations--not as a single monolithic methodology, but as a heuristic
model.

.r--17ess. The c-ntext of postsecondary education posited ab-ve embodies a
variety nf ?Iterestl, some of them shared and "thers The macro-system
eonstriet s'iggests that the ,q)jective 3h-ull n-.t be to build a harmonious, closed
str..cturp., t.t ore carah'.e nf identifying problems, developing pr,blemsolvirg
me*h,A^L14iel, ar,t ielinmting riomains which demand 'mho' judgments. C-4tflict is endemiewhenever s000 ;roeesses are of prime (7^ra!ern.
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"Conflict" iu this context is not inherently patY.mlogical nr destructive, but is a
natural consequence of complexity. Pressure to pursue mere goals c.nd to become multi-
valued, increased pluralism in constituencies, growing inter-orgmizational complexity,
burgeoning demands f-r power among interest groups affected by postsecondary education --
eeeee suggest the necessity for a "bargaining" 1r "political process" model focusing
upon enmflict among competing wells in the context ,f limite4.res,urces for postsecondary
education. (This formulation appears particularly apropos to cmuemporary governance
structures, both within and among institutions.)

Given the need to integrate a highly differentiated macro-system, conflict might be
seen as the central clement of loordieation in the formulation of such a "political
prncess." Conflict could be the key to essential systemic fuhctifins since it enables
specific development of integrative devices, e.g., licking roles in the macro-system,
separate units which have auditing or ecordinating agenda, and other structural mechaninma
intended to facilitate conflict-process end decision-making. Indeed, it appears that the
macro- system could not funr.tiou in the absence of conflict.

Felitinal process as eharacterized above appears consonant with Boulding's notion elf
"developmental process" (1970:passim), which copes with a multiplicity of values cmnsidered
to be of equal importance: "...the basic concept is that of testing...of individual
propositions and the gradual adjustments of the total system" (73-74). Boulding's for-
mulation is particularly pertinent in that he defines the learnitg process itself in terms
ce conflict among human constructs:

...the accumulation of knowledge is essentially a precesa by which maeta
image of the world is changed (34);

Knowledge... grows by the receipt of meaningful informatin -- that is, by
the intake of messages by a knwer which are capable of reorganizing his
knowledge (1956:;4).

Political process, then, is a cyele of mutual modification thrrugh communication and feed.
back. Since in pucceseful political preceesee decieiens are interim, value judgments
r-cur in the 'eneertain envirenment rf i ereelved eonfliet. Boulding (1956) provider
the humanistic epitome -f his aoti.en of "development precene."

A3 We Trete forward into a seniety ef the skilled, such a society would seem
necessarily tc to based on extensive discussin, accurate feedbatkh, a network
of mutual infermatiov channels, air en abnehce of coercion (109).

J. Victer Raldridge (1971) partieularizes a polit!cal m' del in examini'g aeeemic
governance, with emphaaie upon poliey fermulati-n at the level of the university. AltheAtieb
Fsaleridge's ecdel deee sot fleue upon ma. r-eystem concerns, its general outlines appear an

lumnar:, to the enderstandiags f co:fliet and political process framed above.
elerlge's model (22) i5 synoplized a: felloee:
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Social Context Interest Legislative Policy

Factors Articulation Transformation

41.1104444444100401144> Arrommor.

Splintered Pressure of Translate Commitment

Social Structure Interest
Groups

Multiple Goals
into Policy

to Values

L. j.

Execution
Policy - 7

1

I

1

(feedback processes: generation of new political conflicts)

The model recognizes the interim nature of policy decisions: a multiplicity of

interest groups has impact upon major decisions, but a democratic tendency exists

precisely because "...decision process is diffuse..." (193) in a milieu of negotiation.

Beldridge's concepts were framed in the context of the complex, but single organization;

they focus upon processes integral to the macro-system construct as well. For example,

although his conclusion "...no single legislative body makes binding policy decisions,

but instead a fragmented, segmentalized process occurs..." (192) is a result of

research specific to a given university, such an insight generates observations, and

suggests modes of conceptualizing processes in the macro-system. General applicability

of this specific model is possible because the suggested applicability is aimed at

analogical insights the model might further, rather than at holistic prescription of

procedures.

To summarize, changrs occurring in structure and organization in postsecondary educa-

tion as a consequence of learner-centered reform can be conceptualized by integrating

Adelman's formulation of the university's mission in society (the "Culture Mart"), the

general systems notions of "macro-system" and "functional autonomy" (to focus upon the

necessary mutual adjustments among institutions And between institutions and their

constituencies), and the "political process" model of Baldridge (to handle the

conflicts which multiplicity engenders). The characteristics suggested by such an

integrated framework include:

1. the furthering of "consent units" in a compulsory context

(e.g., experimental colleges, free universities, learning

exchanges),

2. the recognition of the "mosaic" aspects of society which

demand multi - functional postsecondary education,

3. the "functional autonomy" of sub-units within institu-

tions and of institutions within state-wide systems,

4. the development and instituti%nalization of dynamic

political devices and conflict-resolving processes which

can integrate pluralistic values.
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